Optimizing the validity of situational judgment tests: The importance of scoring methods by Weng, Qingxiong (Derek) et al.
Journal of Vocational Behavior 84 (2014) 431–441
Contents lists available at ScienceDirect
Journal of Vocational Behavior
j ourna l homepage: www.e lsev ie r .com/ locate / jvbOrganizational career growth and subsequent voice behavior:
The role of affective commitment and genderQian Wang a,1, Qingxiong Weng a,b,⁎,1, James C. McElroy c, Neal M. Ashkanasy b, Filip Lievens d
a University of Science and Technology of China, China
b University of Queensland, Australia
c Iowa State University, USA
d Ghent University, Belgiuma r t i c l e i n f o⁎ Corresponding author at: Colin Clark Building, U
E-mail address: q.weng@business.uq.edu.au (Q. W
1 Qian Wang and Qingxiong Weng contributed eq
http://dx.doi.org/10.1016/j.jvb.2014.03.004
0001-8791/© 2014 Elsevier Inc. All rights reserved.a b s t r a c tArticle history:
Received 23 February 2014
Available online 19 March 2014Although research has established a connection between career growth and turnover intentions,
there continues to be a need to study how employee career growth contributes positively to
organizations. In the present research, we studied in particular how employees' organizational
career growth is related to voice behavior. Employing theories of social exchange, organization-
based self-esteem, and psychological attachment, we developed six hypotheses pertinent to
this relationship, including the mediating role of affective organizational commitment and
the moderating effect of gender. We tested our hypotheses using data from 328 employees in
Mainland China over three time periods. As we hypothesized, we found positive relationships
between the three dimensions of organizational career growth and subsequent voice behavior.
Our results also verified that these relationships are partiallymediated by affective organizational
commitment and partially moderated by gender.
© 2014 Elsevier Inc. All rights reserved.Keywords:
Organizational career growth
Career development
Voice behavior
Organizational commitment
Gender differencesLifetime employment in the same organization was once considered normal, but job mobility and career change are becoming
increasingly more common (Weng & McElroy, 2010). In this regard, Savickas (2011) notes that, whereas in the past an
individual's career rested in the hands of an organization, today individuals own their own careers. In assuming greater control
over their careers, however, workers need to develop skills that will ensure their employability, in effect, requiring them to be
lifelong learners (Savickas, 2012). Individuals who lack career development opportunities within their current organization are
left with little choice but to look to other organizations as a means for personal career growth. This suggests that employees who
perceive their organization to be interested in their career growth respond positively on behalf of their organization. Indeed,
recent research (Weng & McElroy, 2012; Weng, McElroy, Morrow & Liu, 2010) affirms that employees experiencing high levels of
career growth within their current employment express more organizational commitment and less intention to leave. Nonetheless,
the question remains as to whether organizational career growth has other positive effects on employee behavior.
In this regard, Morrison (2011) identified employee voice behavior as possessing potential to make a positive impact on
organizational functioning. Morrison defines employee voice behavior as the “discretionary communication of ideas, suggestions,
concerns, or opinions about work-related issues with the intent to improve organizational or unit functioning” (p. 375). As such,
voice behavior is not part of an individual's prescribed role, nor is it typically recognized by the formal reward system as extra-
role behavior (Van Dyne & Lepine, 1998). The degree of interest in voice behavior and its effects in organizations has increasedniversity of Queensland, Brisbane, QLD 4072, Australia.
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of the wealth of research identifying the antecedents and consequences of employee voice, however, there is an absence to date of
work on the role of organizational career growth, which has also been identified as a critical factor affecting employee attitudes
and behavior today.
1. Organizational career growth
Career development researchers (e.g., see Ng, Eby, Sorensen, & Feldman, 2005; Seibert, Kraimer, & Liden, 2001) have tended to
focus on objective and subjective measures of career success over an individual's work life, across organizations. More recently,
Weng and McElroy (2012) shifted the focus to organizational career growth, or the degree to which employees experience career
growth within their current organization (rather than the assessment of career outcomes across their total work career). This
is an important distinction insofar as career development of employees over their total work life is more unpredictable and
independent of individual organizational outcomes; while organizational career growth is more regular and more closely
associated with individual attitudes and behavior (Weng & Xi, 2010). Research on organizational career growth, therefore, has
greater implications and is more relevant to understanding the employee–employer relationship than is career development over
an employee's total working career.
Organizational career growth was originally measured using four dimensions: (1) career goal progress, (2) professional ability
development, (3) promotion speed, and (4) remuneration growth (Weng et al., 2010). This multi-dimensional conceptualization
implies that career growth is both a function of the employees' efforts and the organization's willingness and ability to reward
such efforts. More recently, Weng and McElroy (2012) collapsed these four dimensions to three, because promotion speed and
remuneration growth were highly correlated, particularly for employees in managerial positions.
2. Voice behavior
In a recent review of the literature on employee voice, Morrison (2011) identified three sets of predictors: (1) individual level
factors, (2) contextual factors, and (3) supervisor behavior. Individual level antecedents include personality (Lepine & Van Dyne,
2001) and general-efficacy (Lepine &VanDyne, 1998); individual attitudes such as job satisfaction (Tornau & Frese, 2013); perceptions
of psychological safety (Detert & Burris, 2007); organizational identification (Tangirala & Ramanujam, 2008); and individual
demographics including gender, ethnicity, tenure, and hierarchical position (Detert & Burris, 2007; Tangirala & Ramanujam, 2008).
Research on context identified additional predictors, such as organizational culture (Dutton, Ashford, Lawrence &Miner-Rubino, 2002),
group size and functioning (LePine & Van Dyne, 1998), and perceived organizational support (Ashford, Rothbard, Piderit, & Dutton,
1998). Finally, researchers identified the behavior of immediate supervisors as an important motivational cue for employee voice
behavior (e.g. Liu, Zhu, & Yang, 2010). Employees are more likely to engage in voice behavior when they believe that their immediate
supervisor values and is open to such behavior (Detert & Burris, 2007).
3. Hypothesis development
In this research, we aimed to relate career growth to employee voice behavior. As such, we sought to fulfill three objectives:
(1) to investigate the role of organizational career growth on employee voice behavior; (2) to test whether affective organi-
zational commitment mediates the relationship between career growth and voice behavior; and (3) to investigate whether
gender differences exist in the relationship between organizational career growth and employee voice behavior. The second
objective is based on previous research that has found a relationship between organizational career growth and organizational
commitment (Weng et al., 2010) and between affective commitment and employee voice behavior (Tornau & Frese, 2013). Our
third objective derives from the work of Morrison (2011), who identified gender as a possible individual level antecedent of voice
behavior but with mixed results.
3.1. Organizational career growth and voice behavior
Three theoretically based arguments support a positive relationship between organizational career growth and voice behavior.
First, social exchange theory (Blau, 1964; Homans, 1958), which states that people feel obligated to reciprocate when they receive
benefits from others, provides an appropriate underlying rationale. In this case, organizations that provide their employees
with opportunities for career growth create a desire on the part of those employees to give something in return. Consistent with
this notion, Weng et al. (2010) and Crawshaw, Dick, and Brodbeck (2012) found that employees with better career growth
opportunities exhibit higher levels of commitment to their organizations and engage in more proactive work behavior. In this
respect, Morrison (2011) has argued that the motive behind engaging in voice behavior is the desire on the part of the individual
to help the organization. Consequently, employees perceiving organizational support for their career growth are more apt to
reciprocate and therefore to engage in voice behavior.
The second theoretical basis for our research is derived from organization-based self-esteem (OBSE). Pierce and Gardner
(2004) define OBSE as “the degree to which an individual believes him/herself to be capable, significant, and worthy as an
organizational member” (p. 593). Employees who experience higher levels of self-expression and success in an organization are
likely to manifest higher OBSE, which serves to reinforce their positive self-image (Pierce & Gardner, 2004). In this case, it seems
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OBSE, leading them to voice ideas and information which further enhances their value to the organization. More specifically, since
Lepine and Van Dyne (1998) demonstrated that self-esteem is an important predictor of voice behavior, we conclude that
organizational career growth should therefore enhance employees' willingness to engage in voice behavior.
The third theoretical basis for our research is psychological attachment theory (O'Reilly & Chatman, 1986). In line with this
theory, Weng et al. (2010) found that employees' organizational career growth is associated with greater psychological attach-
ment toward their employing organizations. Psychological attachment is especially important to voice behavior since it influences
both the positive and negative consequences of engaging in voice behavior. As noted by Morrison (2011), a decision to speak up
is a function of both the employee's perception of how effective it will be and her or his perception of safety in doing so. In terms
of empirical support for this idea, Detert and Burris (2007) and Tangirala and Ramanujam (2008) found that positive forms of
psychological attachment, such as organizational identification and psychological safety, are associated with increased voice
behavior.
Taking into account the foregoing arguments across three theoretical perspectives, our first hypothesis is therefore:
Hypothesis 1. Organizational career growth (career goal progress, professional ability development and organizational rewards
growth) is positively associated with subsequent voice behavior.
3.2. The mediating role of affective commitment
Affective commitment refers to employees' psychological attachment to their organizations, through their identification with
the objectives and values of their organizations (Meyer & Herscovitch, 2001; O'Reilly & Chatman, 1986). This is in contrast to
continuance commitment, which is based on “side bets” (Becker, 1960, p. 32) and normative commitment, which is based on a
moral obligation. In the present study, we deal specifically with affective organizational commitment, on the basis that this type of
commitment is connected with employee perceptions of the ability of organizations to satisfy their needs at work (Hackman &
Oldham, 1976). We argue here that organizational commitment mediates the relationship between organizational career growth
and voice behavior. To establish this, and consistent with Baron and Kenny (1986), we posit three hypotheses as outlined below.
3.2.1. Organizational career growth and affective organizational commitment
Organizational career growth encapsulates need satisfaction, both intrinsically and extrinsically (Weng et al., 2010).
Organizational career growth occurs when employees experience work tasks that are related to their career goals, helpful to their
professional skill development, and recognized by their organization. Accordingly, when employees perceive successful career
growth, they become psychologically attached to their organizations, since their needs are satisfied. On the basis of previous
research that career growth and affective commitment are related to one another at the same point in time (Weng et al., 2010),
we test the relationship between career growth and subsequent affective commitment. Thus:
Hypothesis 2. Organizational career growth (career goal progress, professional ability development, and organizational rewards
growth) is positively associated with subsequent affective organizational commitment.
3.2.2. Affective organizational commitment and voice behavior
Meyer and Allen (1991) pointed out that employees with high levels of affective commitment are characterized by their
identification with the organization's objectives and values, a feeling of pride in their organization, and a strong desire to remain
a member of the organization. Psychologically attached employees are thus more likely to uphold their organizations' values and
goals, even when these require behaviors that extend beyond in-role responsibilities (O'Reilly & Chatman, 1986). Specifically,
highly committed employees have a strong sense of ownership and regard the organization's interests as their own. Such
employees will be less likely to give up when problems arise and be more likely to share creative ideas voluntarily, to give
warnings, or to encourage constructive changes (Liu et al., 2010; Tangirala & Ramanujam, 2008). Furthermore, employees with
high levels of affective commitment have been shown to exert more effort on behalf of their organizations in order to improve
organizational functioning, even when such improvements face difficulty and run against the status quo (Lepine & Van Dyne,
1998).
The connection between affective commitment and voice behavior, coupled with the expected relationships posited in
Hypotheses 1 and 2, suggests a mediating role of affective organizational commitment on the relationship between organizational
career growth and employees' voice behavior (Baron & Kenny, 1986). Previous research verifies the mediating role of affective
commitment on the relationship between high-involvement human resource practices and employees' citizenship behaviors
(Paré & Tremblay, 2007). High involvement human resource practices encompass a variety of organizational practices, but Paré
and Tremblay's finding suggests that affective commitment may very well mediate the effects of organizational career growth on
voice behavior. Thus:
Hypothesis 3. Affective organizational commitment is positively associated with subsequent voice behavior.
Hypothesis 4. Affective organizational commitment mediates the effects of organizational career growth (career goal progress,
professional ability development, and organizational rewards growth) on subsequent voice behavior.
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Role theory (Eagly & Wood, 1991) assumes that gender-role expectations affect the behavior of men and women in social
situations. For example, males are thought to be more competent than females (Correll, 2004), especially in the workplace. In this
respect, Simpson and Lewis (2005) found that ideas forwarded by men attract greater attention than ideas proffered by females.
When this notion is internalized by women it leads to lower self-assessment of their abilities (Correll, 2001) and lower motivation
to contribute ideas because of a lack of confidence (Greene & DeBacker, 2004). In short, women are likely to remain silent when
they are not confident, or when they assume their opinions are not appreciated.
In addition, the pursuit of a career for men is different than that for women. In support of this idea, Greene and DeBacker
(2004) found that men seem to have a higher motive to succeed than women and more definite career goals. Moreover, men are
often driven to pursue a career by a need for power and achievement, while women are driven more by intrinsic values such as
autonomy and learning possibilities (Sortheix, Dietrich, Chow, & Salmela-Aro, 2013). In this case, it seems reasonable to conclude
that males are more likely than females to value career goal progress related to their future achievement; conversely, females
appear to care more about the professional ability development which can improve self-competence and inherent value (Sortheix
et al., 2013). Therefore, we expect that males are more willing to engage in voice behavior when they perceive their career
goals are progressing well, and females are more inclined to express their constructive ideas when they perceive their ability is
advancing. Thus:
Hypothesis 5. The positive relationship between employees' career goal progress and subsequent voice behavior is moderated by
gender such that the relationship for males is stronger.
Hypothesis 6. The positive relationship between employees' professional ability development subsequent and subsequent voice
behavior is moderated by gender such that the relationship for females is stronger.
4. Method
4.1. Procedure and sample
We collected our data in three waves to alleviate concerns about common method variance (Podsakoff, MacKenzie, &
Podsakoff, 2012). At Time 1, we distributed 400 surveys measuring organizational career growth to twenty companies in
Mainland China; we also distributed another 200 surveys to employed part-time MBA students from two Universities in Eastern
China. We selected twenty respondents from each organization. On the basis that a minimum of one year is necessary for
employees to make an accurate assessment of their career growth (Weng & McElroy, 2012), we ensured that all respondents had
been employed for more than one year in their current organization. In total, 443 surveys were returned, of which 163 were from
the MBA student groups.
Three months later (Time 2), we sent a second questionnaire measuring affective organizational commitment to the first wave
respondents. Of these, 412 were returned, of which 152 came from the MBA sample. At Time 3, a further three months later,
we sent out a third questionnaire to assess employee voice behavior. In this instance, 367 surveys were returned, of which 148
came from the MBA sample. In total, after eliminating data from any respondent who failed to complete all three questionnaires,
or who had left her or his initial organization, we received three waves of usable surveys from 328 respondents. There were no
significant differences for the characteristics (gender, education, position, age) between participants who completed the whole
questionnaires and those who chose not to continue.
The three-month interval between waves of data collection was chosen to provide enough time to minimize common method
error variance, yet not so long a time period as to make recall of events that affect one's perceptions difficult. Churchill and
Iacobucci (2005) noted that recall is affected by importance and frequency of events. Assessments of affective commitment and
voice are important perceptions, ones not likely to be clouded by everyday events. In addition, three months is enough time for
a sufficient degree of frequency to occur to make such an assessment. The three-month time lag is also consistent with prior
research involving time-lag data collection (Chen, Ployhart, Thomas, Anderson, & Bliese, 2011; Weng & McElroy, 2012). Finally,
collecting all data within a six-month time horizon helped us to minimize the effects of other influences such as employee
turnover.
Females comprised 42.8% of the respondents, who were employed in a variety of positions, with 42.7% general staff, 32.3%
frontline managers, 22.0% middle managers, and 3.0% senior managers. With respect to education, 11.0% had graduate degrees,
66.8% had bachelor degrees, 18.3% had 3-year diplomas, and 4.0% had an education below the 3 year diploma level. In addition,
16.2% of our sample had 1–2 years with the same organization, while 40.8% had 3–5 years, 24.7% had 5–10 years and 18.3% had
more than 10 years of experience within their current employer.
4.2. Measures
Our instruments were designed to capture the three concepts being investigated in this research: (1) organizational career
growth, (2) affective organizational commitment, and (3) voice behavior. All of the items measuring these three concepts were
responded by using five-point Likert scales (1 = strongly disagree, 5 = strongly agree).
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FollowingWeng andMcElroy's (2012) research, we assessed organizational career growth at Time 1 using 15 items measuring
the three dimensions of career goal progress (4 items), professional ability development (4 items), and organizational rewards
growth (7 items). Sample items include “My present job moves me closer to my career goals”, “My present job encourages me to
continuously gain new job-related skills,” “My promotion speed in my present organization is fast,” and “My salary is growing
quickly in my present organization”. Alphas for ratings on career goal progress, professional ability development and organi-
zational rewards growth were good (.86, .90 and .87, respectively).
4.2.2. Affective organizational commitment
We measured affective organizational commitment at Time 2 with Meyer et al.'s (1993) six-item scale. Sample items include
“I would be very happy to spend the rest of my career with this organization,” and “I really feel as if this organization's problems
are my problems” (α = .78).
4.2.3. Employee voice behavior
We adopted Van Dyne and LePine's (1998) six-item scale to measure employee voice behavior at Time 3. This scale is
frequently used and shows strong reliability (Ng & Feldman, 2012). Sample items are “I develop and make recommendations
concerning issues that affect this workgroup,” and “I communicate my opinions about work issues to others in this group even if
my opinion is different and others in the group disagree with me” (α = .89).
4.2.4. Control variables
We also collected data at Time 1 on four demographic variables: age, gender, education level, and position. These variables
were chosen because they reflect individual-level factors related to voice behavior (Morrison, 2011). Age was divided into five
categories: under 20 years, 21–30, 31–40, 41–50, and over 50. Education was grouped into four categories: no college, some
college, a bachelor's degree, and master's degree or above; while position in the organization was grouped according to whether
the participant occupied a general staff, frontline, middle, or senior management position.
5. Results
Table 1 shows the means, standard deviations and correlations, while Tables 2 and 3 report the results of our hypothesis
testing.
5.1. Tests of hypotheses
We employed hierarchical regression and bootstrapping (Preacher & Hayes, 2008) to establish the impact of the three
dimensions of career growth on employees' voice behavior and the mediating role of affective commitment.
Models 2–1 and 2–2 (Table 2) report the relationships between organizational career growth and voice behavior. We entered
control variables in Step 1, finding that age and position were positively related to voice behavior. Results of Step 2 show that all
three dimensions of organizational career growth were significant predictors, explaining an additional 27% of the variance in
voice behavior. These results support Hypothesis 1.
Models 1–1 and 1–2 report the relationships between organizational career growth and affective organizational commitment.
At Step 1, we entered demographic control variables and found that gender and age were positively related to affective
commitment. At Step 2, we entered the three dimensions of organizational career growth and found them to be positively related
to affective organizational commitment, explaining an additional 29% of the variance. These results support Hypotheses 2.Table 1
Descriptive statistics and correlations matrix of study variables.
Variable Mean SD 1 2 3 4 5 6 7 8
1-Gendera 1.42 .49
2-Education levelb 2.85 .70 − .26⁎⁎
3-Agec 2.35 .57 − .09 − .00
4-Positiond 1.85 .87 − .24⁎⁎ .23⁎⁎ .33⁎⁎
5-Career goal progress 3.36 .80 − .00 − .02 .16⁎⁎ .26⁎⁎
6-Prof. ability development 3.50 .81 − .07 .03 .15⁎⁎ .19⁎⁎ .63⁎⁎
7-Organizational rewards growth 2.97 .81 − .13⁎ .16⁎⁎ .10 .34⁎⁎ .51⁎⁎ .43⁎⁎
8-Affective commitment 3.20 .69 .10⁎ − .07 .26⁎⁎ .14⁎ .54⁎⁎ .50⁎⁎ .36⁎⁎
9-Voice behavior 3.43 .74 − .14⁎ .08 .24⁎⁎ .24⁎⁎ .53⁎⁎ .51⁎⁎ .38⁎⁎ .44⁎⁎
⁎ p b 0.05.
⁎⁎ p b 0.01.
a 1-male, 2-female.
b 1-no college, 2-some college, 3-bachelor's college, 4-master's degree or above.
c 1-under 20 years old, 2-21–30 years old, 3-31–40 years old, 4-41–50 years old, 5-over 50 years old.
d 1-general staff, 2-frontline manager, 3-middle manager, 4-senior manager.
Table 2
The regression of organizational career growth on affective commitment and the voice behavior.
Predictor variables Affective commitment Voice behavior
Model 1–1 Model 1–2 Model 1–3 Model 2–1 Model 2–2 Model 2–3 Model 2–4 Model 2–5 Model 2–6
Constant 2.58⁎⁎⁎ .10⁎⁎⁎ .89⁎⁎⁎ 2.62⁎⁎⁎ .98⁎⁎⁎ .96⁎⁎ 1.48⁎⁎⁎ .81⁎⁎ .76⁎
Control variables
Gender .12⁎ .12⁎ .10 − .08 − .09 − .07 − .08 − .11 − .07
Education level − .07 − .05 − .04 .02 .04 .05 .05 .05 .06
Age .23⁎⁎⁎ .20⁎⁎⁎ .20⁎⁎⁎ .18⁎⁎ .14⁎⁎ .14⁎⁎ .08 .11⁎ .11⁎
Position .10 − .05 − .06 .16⁎⁎ .01 .01 .11⁎ .02 .03
Org. career growth
Career goal progress .32⁎⁎⁎ .32⁎⁎⁎ .30⁎⁎⁎ .28⁎⁎⁎ .24⁎⁎⁎ .23⁎⁎⁎
Prof. ability development .19⁎⁎ .20⁎⁎ .22⁎⁎ .22⁎⁎ .19⁎⁎ .19⁎⁎
Org. rewards growth .14⁎⁎ .15⁎⁎ .14⁎⁎ .14⁎⁎ .12⁎ .12⁎
Interaction
Career goal progress × gender .00 − .15⁎ − .18⁎
Prof. ability development × gender − .05 .15⁎ .15⁎
Org. rewards growth × gender − .08 − .01 − .04
Affective commitment × Gender .09
Mediator: Affective commitment .42⁎⁎⁎ .16⁎⁎ .16⁎⁎
R2 .09 .38 .38 .09 .36 .38 .25 .38 .40
Adjusted R2 .08 .36 .36 .08 .34 .36 .24 .37 .38
F 8.132⁎⁎⁎ 27.750⁎⁎⁎ 19.60⁎⁎⁎ 8.33⁎⁎⁎ 44.01⁎⁎⁎ 3.58⁎⁎⁎ 21.44⁎⁎⁎ 23.94⁎⁎⁎ 17.12⁎⁎⁎
△F 49.08⁎⁎ .74 50.72⁎⁎⁎ 2.45⁎ 67.07⁎⁎⁎ 8.57⁎⁎⁎ 2.56⁎
△R2 .29 .00 .27 .02 .16 .02 .02
Notes:△F and △R2 report change from the prior model, except for Model 2–4 and 2–5, which report changes from Model 2–1 and 2–2.
⁎ p b 0.05.
⁎⁎ p b 0.01.
⁎⁎⁎ p b 0.001.
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commitment was positively related to voice behavior, explaining an additional 15% of the variance. This finding supports
Hypothesis 3.
As shown in Model 2–5, the presence of affective commitment reduced but did not eliminate the relationships between
organizational career growth and voice behavior. We further assessed the mediation using the bootstrapping procedure by SPSS
Macro Syntax file, since it is more powerful than the causal steps approach using hierarchical regression (Preacher & Hayes,
2008). We estimated 2000 bootstrap samples; independent variables comprised the three dimensions of organizational career
growth, the mediator was affective organizational commitment, and the dependent variable was voice behavior. The indirect
effect of career goal progress on voice behavior was 0.05 (p b .01), with a 95% bias-corrected bootstrap CI of [.01, .10]; the indirect
effect of professional ability development on voice behavior was 0.03 (p b .01), with a 95% bias-corrected bootstrap CI of
[.01, .07]; and the indirect effect of organizational rewards growth on voice behavior was 0.02 (p b .01), with a 95% bias-corrected
bootstrap CI of [.01, .05]. This provides support for Hypothesis 4.
Consistent with Hypothesis 5, gender and career goal progress showed a significant interaction on voice behavior (see
Models 2–3 and 2–6). As seen in Fig. 1A, the effect of career goal progress on voice behavior is stronger for males (r = .37,
p b .001) than for females (r = .05, ns). Consistent with Hypothesis 6, gender and professional ability development showed a
significant interaction on voice behavior. As seen in Fig. 1B, the effect of professional ability development on voice behavior is
stronger for females (r = .32, p b .01) than for males (r = .04, ns). However, the interaction of gender and organizational
rewards growth did not significantly affect voice behavior. As shown in Models 1–3, 2–3, and 2–6, gender did not moderate the
relationship between the three dimensions of career growth and affective commitment, as well as between affective commitment
and voice behavior.Table 3
Dominance analysis: importance of factors predicting voice behavior and affective commitment.
Voice behavior Affective commitment
General
dominance
Relative
weight of R2
General
dominance
Relative
weight of R2
General
dominance
Relative
weight of R2
Career goal progress .14 .44 .11 .33 .16 .49
Prof. ability development .11 .34 .09 .27 .11 .34
Org. rewards growth .07 .22 .05 .15 .05 .17
Affective commitment .08 .24
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Fig. 1. Gender as the moderator of the relationship between career growth and voice behavior.
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Regression analysis does not enable us to assess the relative importance of the predictor variables in the regression equation
because the size of a regression coefficient is affected by both its relative importance and its intercorrelations with the other
predictor variables. Therefore, we examined the relative contributions of the predictor variables using dominance analysis
(Johnson & LeBreton, 2004). The general dominance coefficients reflect the amount of variance attributable to each specific
predictor variable, and the relative weight coefficients reflect the percentage of total explained variance attributable to each
specific predictor. As reflected in the aggregate relative weights (Table 3), the career goal progress dimension accounted for
the most explained variance for both voice behavior (44%) and affective commitment (49%), followed by professional ability
development (34%, 34%), and then organizational rewards growth (22%, 17%). Compared to affective commitment (24%), career
goal progress (33%) accounted for more explained variance in voice behavior than either professional ability development (27%)
or organizational rewards growth (15%).
6. Discussion
6.1. Organizational career growth and voice behavior
Drawing on theories of social exchange, OBSE, and organizational attachment, we investigated employees' organizational
career growth as a predictor of voice behavior. Our findings suggest that building organizational career growth makes employees
more likely to share creative ideas with, to give warnings to, or to encourage constructive changes to the organization. This result
is analogous to Crawshaw et al.'s (2012) finding that career development is related to proactive work behavior, but extends these
findings specifically to voice behavior. This connection between organizational career growth and voice behavior fits the theory of
social exchange and the norm of reciprocity (Blau, 1964) in that employees who perceive that their organization is concerned
about their career reciprocate by providing suggestions and ideas about organizational problems (Tangirala & Ramanujam, 2008).
While all three forms of organizational career growth are important, the dominance analyses affirmed that career goal
progress had the greatest effect on voice behavior. It is possible that meeting career goals gives the employee the confidence to
offer suggestions and information as well as a sense that their opinions will matter. It is also possible that career goal progress makes
the employee feel more secure in their position within the organization, which reduces the negative consequences associated with
voice behavior.
6.2. Organizational career growth and affective organizational commitment
Weng et al. (2010) established a positive association between organizational career growth and affective organizational
commitment using cross-sectional data. Our results demonstrate that this holds across time and extends both Meyer and
Herscovitch's (2001) finding that affective commitment is influenced by employees' perception of task identity and how their
work is valued and Ng, Butts, Vandenberg, DeJoy, andWilson's (2006) work showing that opportunities for learning are related to
affective commitment.
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that intrinsic aspects of career development may be more meaningful than extrinsic aspects and that progress toward goal
accomplishment (an end) is more important than the means associated with career growth, such as skill acquisition. It also
suggests that organizational rewards are less influential because they are more at the mercy of economic considerations facing
organizations.
Note, however, that we are not suggesting that professional ability development and organizational rewards are unimportant,
rather that, in terms of building affective commitment, it is the meaningful progress made toward career goals that has the
greatest impact on employee affective commitment to their employing organization. In this respect, Weng et al. (2010) suggested
that extrinsic awards might be more salient to other forms of organizational commitment, such as continuance and commitment.
6.3. The role of affective organizational commitment
Our finding of partial mediation by affective commitment speaks directly to the importance of an emotional and psychological
connection between employees and organizations. Compared to Tornau and Frese's (2013) research, the results of our time-lag study
tell us that the role of affective commitment extends to subsequent voice behavior. While time-lag research cannot demonstrate a
causal relationship per se, our results do bolster the case for the existence of a causal relationship. Future experimental research will
be needed to replicate these results and to confirm the causal nature of the relationship.
In addition, our finding of a partial mediating role for affective organizational commitment on the relationship between
organizational career growth and voice behavior, suggests that, in terms of voice behavior, providing opportunities for organizational
career growth are more important for employees who exhibit lower levels of affective commitment. Highly committed individuals,
who identify with the goals and values of their organization, are more likely to engage in voice behaviors anyway. On the other hand,
providing organizational career growth opportunities for employees low in affective commitment may not only increase voice
behavior leading to improving the products, services and functioning of the organization (Lepine & Van Dyne, 2001), but build
affective commitment as well.
6.4. Gender differences
The field of organizational behavior has seen considerable research on the effect of gender on prosocial and antisocial
behaviors (Eagly &Wood, 1991). The results of gender differences on voice behavior are mixed (Morrison, 2011), however. A few
studies (Detert & Burris, 2007; LePine & Van Dyne, 1998) found that males exhibit greater levels of voice behavior than females,
while other studies (e.g. Anderson & Martin, 1995) stated that women have higher rates of communication with their coworkers
and supervisors than men. In this respect, our research offers a new understanding of the role of gender as an antecedent of voice
behavior. Our results show that career goal progress is more important to men as a determinant of voice behavior perhaps
because they pay closer attention to career achievement. Men who are successful in meeting their career goals within their
current organization are more likely reciprocate to their organization by speaking up, offering suggestions and opinions in an
effort to improve the organization's functioning. Women, on the other hand, see professional ability development as a more
salient aspect of organizational career growth than career goal progress. For them, professional ability development may make
them more competent and more confident about speaking up. This speculation is in line with prior research (Greene & DeBacker,
2004) demonstrating that the main obstacle to voice behavior on the part of women is a lack of efficacy.
6.5. Limitations
Our findingsmust be viewed in light of four limitations. First, all our data were self-reported. Although amajority of the studies on
employee voice rely on self-report measures, alternative forms of data collection using supervisor and peer ratings could further
minimize commonmethod bias (Ng& Feldman, 2012). Nonetheless, self-report datamay bemore subtle than that observedby others
because leaders and peers may capture only those gestures intended to impress, resulting in an underreporting of voice behavior.
Future researchers would be advised to consider use of self- versus other-reports of voice behavior.
Second, we utilized Chinese samples, making it unclear whether our results are generalizable to other cultures. Previous
research (e.g. see Friedman, Chi, & Liu, 2006; Venkataramani & Tangirala, 2010) has suggested that the mean and variance levels
in voice behaviors may be lower in China because higher levels of power distance and collectivismmake the Chinese people more
hesitant to engage in voice behaviors out of a fear that engaging in voice behavior may engender more social costs than in western
cultures. Future research on the role of culture as a contextual predictor of voice is warranted.
Third, because participants were from many different organizations, we were unable to control other contextual factors that
might affect the relationships uncovered in this study. For example, organizational culture, leadership style and leader trust
associated with voice behavior (Liu et al., 2010; Morrison, 2011) may shape the magnitude and nature of the effects of
employee career growth on voice behavior. Moreover, other individual difference variables may also affect the relationship
between career growth and voice behavior. In this respect, previous research (e.g., see Lepine & Van Dyne, 2001; Lepine & Van
Dyne, 1998) has shown personality and general-efficacy to be related to voice behavior. Clearly, research on how these and
other individual level factors affect the organizational career growth–voice behavior relationship is another avenue for future
research.
439Q. Wang et al. / Journal of Vocational Behavior 84 (2014) 431–441Fourth, we examined the role of affective organizational commitment as a mediator of the relationship between organizational
career growth and employee voice behavior. While affective organizational commitment is a logical measure of psychological
attachment, there are other forms of psychological attachment, such as organizational-based self-esteem and interpersonal
climate that may enhance or substitute for the role played by affective organizational commitment. For example, Parker, Bindl,
and Strauss (2010) found that employees who have the support of their peers are more likely to engage in voice behavior, but it
remains to be seen whether interpersonal climate would mediate or moderate the relationship between organizational career
growth and voice behaviors.
6.6. Future research directions
Our findings highlight a previously unexamined relationship between organizational career growth and voice behavior.
Organizational career growth is not a static concept; onemight expect the relationship between it and voice behavior to be affected by
career stage. Moreover, although we demonstrated a relationship between organizational career growth and subsequent voice, it
would be interesting to examinewhether that relationship is reciprocal in nature. That is, does an increase in employee voice behavior
lead to increased opportunities for career growth? If the organization truly benefits from increased employee voice behavior, it
may reciprocate by offering such opportunities to employees whose voice behavior benefits the organization, as suggested by social
exchange theory.
6.7. Implications
This research suggests five important implications on how organizations should adapt their practices to better deal with the
changing patterns of career management in today's organizations. First, our findings suggest that organizational career growth
is a viable subset of practices that should be considered by managers seeking to increase employees' willingness to provide
comments or suggestions on improving organizational competitiveness. In this respect, it is important for organizations to assess
the fit between new employees' career goals and organizational development opportunities. Doing so should enable employees to
connect their career goals with the organization's development opportunities.
Second, professional ability development not only can help employees acquire new skills but also should give them a broader
competency base from which to offer a wider array of information, ideas, and suggestions, particularly among women. In short,
professional ability development enhances the potential of employees to improve the functioning of their organization and or
work unit through voice behavior.
Third, our findings imply that organizations must have a reward system that recognizes the contribution of employees.
Organizations should investigate the satisfaction of employees with their organization's reward system and work to improve it in
a manner that rewards citizenship behaviors and encourages employees to engage in voice behavior (Griffin, Neal, & Parker,
2007).
Fourth, our finding that affective commitment is related to increased voice implies that organizations need to build and to
maintain a committed workforce. Hence, managers who want to encourage voice can take steps to promote high levels of affective
commitment through effective recruitment, employee involvement mechanisms (Crawshaw et al., 2012) and organizational career
management (Weng et al., 2010). In short, we have demonstrated that building organizational career growth is one avenue for
increasing the contribution of employees toward organizational success through employee voice behavior.
Fifth and finally, our results regarding the moderating role of gender suggest that different organizational growth paths may
be necessary for men and women in order to maximize the impact of organizational career growth on voice behavior. The finding
of a mediating effect for affective commitment suggests that it is more important to provide opportunities for organizational
career growth for less committed individuals, such as those new to the organization. Providing opportunities for organizational
career growth should not only enhance employee affective commitment to the organization, but also work to enhance their voice
contributions to the welfare of the organization.
Acknowledgments
This work was supported by National Natural Science Foundation of China (Project no. 71373251), UQ Postdoctoral Research
Fellowship, and the Ministry of Education of China (Project no. 12YJC630228; Project no. 20133402120015).
References
Anderson, C. M., & Martin, M. M. (1995). Why employees speak to coworkers and bosses: Motives, gender, and organizational satisfaction. Journal of Business
Communication, 32(3), 249–265. http://dx.doi.org/10.1177/002194369503200303.
Ashford, S. J., Rothbard, N. P., Piderit, S. K., & Dutton, J. E. (1998). Out on a limb: The role of context and impression management in selling gender-equity issues.
Administrative Science Quarterly, 43(1), 23–57. http://dx.doi.org/10.2307/2393590.
Baron, R. M., & Kenny, D. A. (1986). The moderator–mediator variable distinction in social psychological research: Conceptual, strategic, and statistical considerations.
Journal of Personality and Social Psychology, 51(6), 1173–1182. http://dx.doi.org/10.1037/0022-3514.51.6.1173.
Becker, H. S. (1960). Notes on the concept of commitment. American Journal of Sociology, 66(1), 32–42. http://dx.doi.org/10.1086/222820.
Blau, P. (1964). Exchange and power in social life. New York: Wiley.
Chen, G., Ployhart, R. E., Thomas, H. C., Anderson, N., & Bliese, P. D. (2011). The power of momentum: A new model of dynamic relationships between job
satisfaction change and turnover intentions. Academy of Management Journal, 54(1), 159–181. http://dx.doi.org/10.5465/AMJ.2011.59215089.
440 Q. Wang et al. / Journal of Vocational Behavior 84 (2014) 431–441Churchill, G. A., & Iacobucci, D. (2005). Marketing research: Methodological foundations (9th ed.). Mason, OH: Tompson/South-western.
Correll, S. J. (2001). Gender and the career choice process: The role of biased self‐assessments. American Journal of Sociology, 106(6), 1691–1730 (Doi: org/stable/
10.1086/321299).
Correll, S. J. (2004). Constraints into preferences: Gender, status, and emerging career aspirations. American Sociological Review, 69(1), 93–113. http://dx.doi.org/
10.1177/000312240406900106.
Crawshaw, J. R., Dick, V. R., & Brodbeck, F. C. (2012). Opportunity, fair process and relationship value: Career development as a driver of proactive work behavior.
Human Resource Management Journal, 22(1), 4–20. http://dx.doi.org/10.1111/j.1748-8583.2011.00169.x.
Detert, J. R., & Burris, E. R. (2007). Leadership behavior and employee voice: Is the door really open? Academy ofManagement Journal, 50(4), 869–884. http://dx.doi.org/
10.5465/AMJ.2007.26279183.
Dutton, J. E., Ashford, S. J., Lawrence, K. A., & Miner-Rubino, K. (2002). Red light, green light: Making sense of the organizational context for issue selling.
Organization Science, 13(4), 335–369. http://dx.doi.org/10.1287/orsc.13.4.355.2949.
Eagly, A. H., & Wood, W. (1991). Explaining sex differences in social behavior: A meta-analytic perspective. Personality and Social Psychology Bulletin, 17(3), 306–315.
http://dx.doi.org/10.1177/0146167291173011.
Friedman, R., Chi, S. C., & Liu, L. A. (2006). An expectancy model of Chinese-American differences in conflict-avoiding. Journal of International Business Studies, 37,
76–91. http://dx.doi.org/10.1057/palgrave.jibs.8400172.
Greene, B. A., & DeBacker, T. K. (2004). Gender and orientations toward the future: Links to motivation. Educational Psychology Review, 16(2), 91–120 (Doi: 1040-
726X/04/0600-0091/0).
Griffin, M. A., Neal, A., & Parker, S. K. (2007). A new model of work role performance: Positive behavior in uncertain and interdependent contexts. Academy of
Management Journal, 50(2), 327–347. http://dx.doi.org/10.5465/AMJ.2007.24634438.
Hackman, J. R., & Oldham, G. R. (1976). Motivation through the design of work: Test of a theory. Organization Behavior and Human Performance, 16(2), 250–279.
http://dx.doi.org/10.1016/0030-5073(76)90016-7.
Homans, C. G. (1958). Social behavior as exchange. American Journal of Sociology, 19, 597–606. http://dx.doi.org/10.1086/222355.
Johnson, J. W., & LeBreton, J. M. (2004). History and use of relative importance indices in organizational research. Organizational Research Methods, 7, 238–257.
http://dx.doi.org/10.1177/1094428104266510.
LePine, J. A., & Van Dyne, L. (1998). Predicting voice behavior in work groups. Journal of Applied Psychology, 83(6), 853–868. http://dx.doi.org/10.1037//0021-9010.
83.6.853.
LePine, J. A., & Van Dyne, L. (2001). Voice and cooperative behavior as contrasting forms of contextual performance: Evidence of differential rela-
tionships with big five personality characteristics and cognitive ability. Journal of Applied Psychology, 86(2), 326–336. http://dx.doi.org/10.1037/0021-
9010.86.2.326.
Liu, W., Zhu, R. H., & Yang, Y. K. (2010). I warn you because I like you: Voice behavior, employee identifications, and transformational leadership. The Leadership
Quarterly, 21(1), 189–202. http://dx.doi.org/10.1016/j.leaqua.2009.10.014.
Maynes, T. D., & Podsakoff, P. M. (2014). Speaking more broadly: An examination of the nature, antecedents, and consequences of an expanded set of employee
voice behaviors. Journal of Applied Psychology, 99(1), 87–112. http://dx.doi.org/10.1037/a0034284.
Meyer, J. P., & Allen, N. J. (1991). A three-component conceptualization of organizational commitment. Human Resource Management Review, 1(1), 64–98. http://
dx.doi.org/10.1016/1053-4822(91)90011-Z.
Meyer, J. P., Allen, N. J., & Smith, C. A. (1993). Commitment to organizations and occupations: Extension and test of a three component conceptualization. Journal
of Applied Psychology, 78(4), 538–551. http://dx.doi.org/10.1037/0021-9010.78.4.538.
Meyer, J. P., & Herscovitch, L. (2001). Commitment in the workplace: Toward a general model.Human ResourceManagement Review, 11(3), 299–326. http://dx.doi.org/
10.1016/S1053-4822(00)00053-X.
Morrison, E. W. (2011). Employee voice behavior: Integration and directions for future research. Academy of Management Annuals, 5(1), 373–412. http://dx.doi.org/
10.1080/19416520.2011.574506.
Ng, T., Butts, M. M., Vandenberg, R. J., DeJoy, D. M., & Wilson, M. G. (2006). Effects of management communication, opportunity for learning, and work schedule
flexibility on organizational commitment. Journal of Vocational Behavior, 68(3), 474–489. http://dx.doi.org/10.1016/j.jvb.2005.10.004.
Ng, T. W. H., Eby, L. T., Sorensen, K. L., & Feldman, D. C. (2005). Predictors of objective and subjective career success: A meta-analysis. Personnel Psychology, 58(2),
367–408. http://dx.doi.org/10.1111/j.1744-6570.2005.00515.x.
Ng, T. W. H., & Feldman, D. C. (2012). Employee voice behavior: A meta-analytic test of the conservation of resource framework. Journal of Organizational Behavior,
33(2), 216–234. http://dx.doi.org/10.1002/job.754.
O'Reilly, C. A., & Chatman, J. (1986). Organizational commitment and psychological attachment: The effects of compliance, identification, and internalization on
prosocial behavior. Journal of Applied Psychology, 71(3), 492–499. http://dx.doi.org/10.1037/0021-9010.71.3.492.
Paré, G., & Tremblay, M. (2007). The influence of high-involvement human resources practices, procedural justice, organizational commitment, and citizenship
behaviors on information technology professionals' turnover intensions. Group and Organization Management, 32(3), 326–357. http://dx.doi.org/10.1177/
1059601106286875.
Parker, S. K., Bindl, U. K., & Strauss, K. (2010). Making things happen: A model of proactive motivation. Journal of Management, 36(4), 827–856. http://dx.doi.org/
10.1177/0149206310363732.
Pierce, J. L., & Gardner, D. G. (2004). Self-esteem within the work and organizational context: A review of the organization-based self-esteem literature. Journal of
Management, 30(5), 591–622. http://dx.doi.org/10.1016/j.jm.2003.10.001.
Podsakoff, P. M., MacKenzie, S. B., & Podsakoff, N. P. (2012). Sources of method bias in social science research and recommendations on how to control it. Annual
Review of Psychology, 63, 539–569. http://dx.doi.org/10.1146/annurev-psych-120710-100452.
Preacher, K. J., & Hayes, A. F. (2008). Asymptotic and resampling strategies for assessing and comparing indirect effects in multiple mediator models. Behavior
Research Methods, 40(3), 879–891. http://dx.doi.org/10.3758/BRM.40.3.879.
Savickas, M. L. (2011). New questions for vocational psychology: Premises, paradigms, and practices. Journal of Career Assessment, 19(3), 251–258. http://dx.doi.org/
10.1177/1069072710395532.
Savickas, M. L. (2012). Life design: A paradigm for career intervention in the 21st century. Journal of Counseling and Development, 90(1), 13–19. http://dx.doi.org/
10.1111/j.1556-6676.2012.00002.x.
Seibert, S. E., Kraimer, M. L., & Liden, R. C. (2001). A social capital theory of career success. Academy ofManagement Journal, 44(2), 219–237. http://dx.doi.org/10.2307/
3069452.
Simpson, R., & Lewis, P. (2005). An investigation of silence and a scrutiny of transparency: Re-examining gender in organization literature through the concepts of
voice and visibility. Human Relations, 58(10), 1253–1275. http://dx.doi.org/10.1177/0018726705058940.
Sortheix, F. M., Dietrich, J., Chow, A., & Salmela-Aro, K. (2013). The role of career values for work engagement during the transition to working life. Journal of
Vocational Behavior, 83(3), 466–475. http://dx.doi.org/10.1016/j.jvb.2013.07.003.
Tangirala, S., & Ramanujam, R. (2008). Exploring nonlinearity in employee voice: The effects of personal control and organizational identification. Academy of
Management Journal, 51(6), 1189–1203. http://dx.doi.org/10.5465/AMJ.2008.35732719.
Tornau, k, & Frese, M. (2013). Construct clean-up in proactivity research: A meta-analysis on the nomological net of work-related proactivity concepts and their
incremental validities. Applied Psychology, 62(1), 44–96. http://dx.doi.org/10.1111/j.1464-0597.2012.00514.x.
Van Dyne, L., & LePine, J. A. (1998). Helping and voice extra-role behaviors: Evidence of construct and predictive validity. Academy of Management Journal, 41(1),
108–119. http://dx.doi.org/10.2307/256902.
Venkataramani, V., & Tangirala, S. (2010). When and why do central employees speak up? An examination of mediating and moderating variables. Journal of
Applied Psychology, 95(3), 582–591. http://dx.doi.org/10.1037/a0018315.
Weng, Q. X., & McElroy, J. C. (2010). Vocational self-concept crystallization as a mediator of the relationship between career self-management and job decision
effectiveness. Journal of Vocational Behavior, 76(2), 234–243. http://dx.doi.org/10.1016/j.jvb.2009.10.012.
441Q. Wang et al. / Journal of Vocational Behavior 84 (2014) 431–441Weng, Q. X., & McElroy, J. C. (2012). Organization career growth, affective occupational commitment and turnover intentions. Journal of Vocational Behavior, 80(2),
256–265. http://dx.doi.org/10.1016/j.jvb.2012.01.014.
Weng, Q. X., McElroy, J. C., Morrow, P. C., & Liu, R. (2010). The relationship between career growth and organizational commitment. Journal of Vocational Behavior,
77(3), 391–400. http://dx.doi.org/10.1016/j.jvb.2010.05.003.
Weng, Q. X., & Xi, Y. M. (2010). A literature review of employees' career growth. Forecasting, 29(6), 1–7. http://dx.doi.org/10.3969/j.issn.1003-5192.2010.06.001.
